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lo In the eoisyee of sny tssti?^ny before jfour ee^ijitte® ©a Satsjrda^Ti, 
8 1952j> I stated ^ belief thatg ha^nc adopted the pslaciple of 

eoQselidated C®4H3T ©peratioass we should continue along this liaSf, at 
least imt'il it is proved unsjorkofeleo 

2o "Biat belief is a eonditioaal oa@ ^ieh depends upon ous? ability 
to ecM<we ecrtaia IMaga 'shieh are prerequisite to suseessful unified 
epsratieaSo Unless ■we can solve certain probieias of author ity^ r@spoasi'» 
bilityg orgenisatioap adisiniQtratioa^ and support^ ij© are In danger @f 
losing ssi^ by a consolidated operation than by a deceatralisod ©nse In 
other ©in* attaapt to cure eertaia evils my si^ly prsdue© ©■^ere 

tjhich are Stare are sany aagies t© the questiea of unified versus 

decea^^iaad o^rations^ as you are ao doubt aware „ In opinion^ 
hot-iavQTi, basic factor® affoetiag th© oparation© ©f i^A are those set 
forth ia th® Qasloaur©s ^^hioh I m taking the libes-ty of subMttiag for 
youg* c©nsidorati©ao 
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&o Sainiixlse Gnsecossnry duplication of effort and overhead^ ^lereby 
result in ecomssaies or increased general effectiveness « 

The decree to i?hich these advantages can he realised obviousl^r depends u^n 
the degree to uhidi the various elements of task ore unifiedo 

3e Such of the things motioned shove is also possible^ at least to 
som degree^ if the task is properly divldeds For esemple^ it my be som- 
^diat mors difficult to exploit technical relationship between t^ cz^^» 
analytic problems if the ^jork on thm is physically seprated^ but it can 
still be dona ‘^zrough proper esehemc^ of infosmtion, l&us; ^ possible 
gains ts€s& unification ere^ nm? at le^t;, essentiaUy 'S GPO&tor masure of 
oj^rationol eas@; oprational effectiveness^ and eeo^s^. 

k. Although these gains are unquestionably desirable Euod important 9 
and som isay be^ssse vital in the future^ the unification or consolidation of 
'Operations necessary for ~^ir attoinmat can^t be achieved^ practically 
speekingj irLtiiOut a considerable price o If consolidation is occoa^lished in 
om area or at one Isvelji tm& not at another the full beissf its cannot be 
realised^ and ^tas price then becoms relatively greatero !'^reov@r^ if vo 
make oim^tional or eeonray gains in one direction only to offset th^ by 







SF@ a muzabar ssajo? diffioaltias i^lch aye likaly to 
mlfyiag uiay opsyations stupport agsncieo that f unetion uMa? dif» 

It au^jorities, 



ao authorities eonceraeS he dep^ved oi a fiireet, 
disehE^ini' ^eir responsibilities! 




So fi g.’aaagfg^nt problenes Biey inerease tTith the @isa of the organisatiwa 







b« Sosffl sort of overlap resulting in duplication of effort o 

It is then to be determit^d v'bsther the easting aUscation of effort 
affords the beet ccaiblnation of effectiv@nes@; efficiency^ and econcsi^ that 
emi be arrived ato 

7o One ef tho accepted funde^ntol principlae of gosd organisation is 
that authority isiiet be ceszsEensurate ^th responsibility. Tliis ise^sis prixoarily 
possession or control of basic tools essential to accoB^lleh on assigned job. 
In oilltary organizational tbis relationship isay be est^lished on on opera* 
tional ccssnand basis or on a support basis. If production is to be 

undertaken m a single cosoprehensive au^iort taskg it should foHov that all 
availuble pex^nnal^ facilities^ and other resources essential to the prop^ 
perf03^mnce of ttie task should b@ orgmised and controlled accordingly. If 
on the other hand; the task is to be divided^ rei^uisite authority and 
the essential i^ans for aec(aapli3hsa9nt st^uld b@ distributed In a Bsnner 
fully consistent ^th the assigos^t of responsibilities. Moreover^ if the 
divided task is to be perfor^d efficiently and economically division 
of responsibilities sEust be clear-cut, 

3. Unfortunately^ the chapter of MSA fails to eonfom to these basic 
principles of organisation. It charges t^. Director^ MSAg vith a mission 
that rune the full gamut of COMCriT production. This miseion necessitates 
the direct ^sploymnt of collect ionp coemamicationS; and proems lag fecil* 
itles and persorai®!, Howsvarp the Director is given definite control of 
only a portion of the resources necessary and available to do his assigned 
job, !I3ie reminder of the resoturces are distributed emeg the three Armed 
Services. !io specific division of responsibility ass3t2g th^ is mdop nor 
is any clear line dx^wa between tihat they do on the one haadp and AFS^' 
on the other. As a corollary of thie^ 'Uie Service intelligence 
cryptologic agencies have not been specifically relieved of any responsi- 
bilities assigned to AFSA, 

9o As an illustration of precisely 'sAiat is msnt by foregoing^ 

JaCgS, 2010 authorizes the Services to conduct euch^GOMII^ operations as 
may be required for direct support of their ccaibat op^ationsg including 
the production of eda£bat Intelligence, Cosiiat intelligence is officially 
defined as "intelligence required f(^ a eoaS^at eltuation." Obviously^ 
this covero a lot of territoryj and for each of the /irmsd Serviees it isust 
Include a very large meeure of uir intelligence. Similar ly^ both the 
A^r Force and the Kovy must have leather iatelligenc®. Yet there has been 
xsi delineation of responsibilities to avoid duplication of effort^; encept 
in certain cases of mutual ogrees^nt by the agenciea concerned. It is 
true that J,C,S, toectives enjoin the Services i»t to undertake 
COiOJT activities declared to be th® sola res^nsibility of AFSA^ nor to 
undertake any exploitation outside of AfSA ^lieh ^11 entail undesir^le 
di^lication^ but the field thus reserved for AFSA has ^ver been dsfia@d 
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cmd the question of vhat constitutes undeslz^able duplication has not b^n 
z’esolTiad. If AFSA is to function ^th acsioun effectiveness^ it oust 
o^mte V£tSsr conditions t^t ^11 not merely pezsit^ but ^11 ensure^ at- 
tainment of the advantages of usifieationa Other^ee^ only the serious 
disadvantages of consolidation tTiU. result,, 

10 A Consolidation casmt succeed if the agencies concerned are not 
filing to surrender cert^A eo mmnd prerogatives and give ^iol^arted 
support to the unification. If they insist that the ri^t to produce any 
end all required intellieenee is Indispensible to coasnand; l^iey alll largelyp 
if not eoE^letelyp defeat the purpose of unification and leave the ^ny o^n 
for uneontroUsd duplication, Furthenzorop if AFSA is relegated to the 
status of a technical leborotoryp mintained primrily for the purpose of 
providing technical support for CCMIIHT 0 ]^rations of the individuol servlcesp 
AFSA can never be the potjerftd operational instrui^nt t^eh it is technically 
capable of Iwocnoing. 

11, Certainlyp the Ar^d Services cannot produce aH of the intelligence 
they require. If they ore umd.Uing to rely on a Joint ageneyp ^ley must 
then depend on one another for at least part of it. If tse grant to the Air 
Force cQi&pletd freed^ to produce all of the air intelligence it requiresp 
"m must grant seme privileges to the other Sorvleesp for the air probity 
is of vital ifi^rtance to all of them, ^is laight be the ideal of 
achieving mazimum military effectiveness from the vietipoint of ccn^at 
mandersp butp even if feasiblSp it ^uld be ertremsly costly, only ^ay 
to effect necessary savix^ ^thout full unification is to est^llsh soz^ 
clear-cut and auldiorltatively controlled division of labor , Ihare are 
various possibilitiesp sad must select carefully the one uhich pro^sssp 
vithin reasonable and practical limitSp ^ze greatest effeetiveness at 
least cost. 
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